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Abstract

Enterprise diversity studies have focused primarily upon the benefits and challenges of minority inclusion among white-male dominated United States and Western European business corporations.  Concurrently, as the academic field has matured, diversity research has moved sequentially from an emphasis upon legal and regulatory perspectives towards minority marketing advantages and, most recently, towards the transformational benefits of diversity.  The newest diversity models are based upon a large body of organizational transformation research that provides academic legitimacy to the enterprise diversity field of study.  Since most modern research is seen through the eyes of the Western culture, the applicability of the diversity models to alternative geographic areas and, in particular, non-Western cultures remains undetermined.  This White Paper addresses this unresolved issue by providing an initial framework for a review of the effectiveness of the emerging diversity models within the Third World by reviewing diversity within a majority non-Western enterprise based in the Arabian peninsular.  The results of the analysis indicate that the diversity models can be applied to non-Western enterprises with equal effectiveness.
Company Background

Omantel is a semi-private, (80% government-owned), national telecommunications provider for the Middle East country of Oman.  Omantel provides fixed-line service for over 250,000 customers.  Mobile subscriptions exceed 400,000.  Internet service reaches 50,000 subscribers.  The organization employs approximately 2200 people, most of which are stationed at their national headquarters in Muscat, Oman.  The company is company is composed of 1980 Oman nationals; the remaining 220 employees are foreign workers, predominately from the Asian subcontinent----Indians, Pakistanis and Sri Lankans.  A small portion of the expatriate workforce is composed of American and European experts who are engaged through “special contracts” that allow the company to recruit exceptional business and technology talent that requires compensation that exceeds normal corporate guidelines.  Omantel also contracts with a wide variety of third-party service organizations to manage and operate their vast telecommunications network; the management of these human resources remain the responsibility of the engaged consultancy.  
In general, employee satisfaction is high for nationals.  Omantel, representing the telecommunications sector, is one of the three semi-private industrial sectors that provide relatively high compensation and employment levels within Oman.  The other two sectors are the banking sector and the oil sector.  Entry into Omantel is considered a choice position for Omani graduates.  Since Oman law guarantees lifetime employment, entry within these industrial sectors provides permanent financial security for Oman nationals.  This fact has led to only minimal rates of turnover.  Moreover, the lifetime employment requirement, unfortunately, has led to a system that ignores the benefits of individual merit.  

Ex-patriate satisfaction is a function of nationality; Western ex-patriates earn high, tax-free salaries.  Westerners represent the upper class---along with those Oman citizens with the correct political connections to the Royal Family.  Asian ex-patriates, however, are paid salaries that are comparable to those within in their original homeland; this creates an obvious inequality when weighed against Western salary benchmarks.  The country is small; there are only 2.3 million residents, of which, 75% are Oman nationals and 25% are contracted foreign workers.  The average income is $7,000 USD for Oman nationals; and less than $5,000 USD for Asian foreign workers.  Westerners are paid salaries equivalent to the expected compensations of their respective homelands.  
Omantel: Cultural Overview

Omantel is a company in transition; the corporation has characteristics of a government agency, on one hand, and a private enterprise on the other.  Since previous transformational initiatives in 1999 and 2001 produced results below expectations; Omantel enters a liberalized telecommunications market, albeit a managed one, with an acute sense of urgency.  Under the weight of its ministerial legacy, the company is handicapped with an unresponsive organizational structure and ineffective business processes.  Bureaucratic resistance is high; change is especially unwelcome among middle management where baksheesh is considered a normal extension of organizational compensation.   The current organization is a vertical (silo) structure; decision-making is unidirectional---top-down.  Strategy and planning activities are decentralized and unstructured.  The utter lack of long-term planning has led to business and functional overlaps; duplication permeates the entire organization.  Ownership and accountability of business processes is uncertain.  Reward and compensation are pro forma; there is no link with results.  
Competitive Situation

Up until 2004, Omantel maintained a position as a government-sponsored monopoly within the Sultanate of Oman.  In 2004, however, the national telecommunications market under went radical restructuring.  In that year, the government awarded Qtel and their Danish partners with a mobile license to operate as a second provider within Oman.  Soon second provider licenses will be awarded for fixed and Internet services.  To achieve excellence within the new market realities, Omantel will need to leverage the skills of foreign workers and develop competencies to recruit and retain a diverse expatriate workforce.
Current Business Environment
There is no question in the minds of senior management that Omantel requires increased diversity within it ranks; the current organization is unequipped to handle the dual challenges of privatization and market liberalization.  In particular, Omantel desperately requires Western business expertise to compete in a competitive telecommunications sector.  Many additional Western or Western-trained advisors, experts and specialists will be arriving shortly as Omantel builds up its talent base.  Therefore, the integration of Westerners within Omantel as effective partners will become a critical task for the organization.  The Western workforce is a diverse workforce; unfortunately, Omantel continues to presume that Americans and Western Europeans are Caucasian, descendents from the same European family tree.  This false assumption has led Omantel to develop recruitment and compensation policies that discriminate against a large segment of the Western talent pool.  By discriminating against people of color, Omantel is significantly reducing its talent pool for recruitment.  The same argument can be made in regards to gender, for women in the West are moving convincingly into positions of leadership.  In short, an artificially restricted talent pool equals less choice.  Maintaining this policy is simply poor business.  Recruitment and compensation must be linked to performance and results.  Disregarding this fact will present Omantel’s emerging competitors with a significant competitive advantage, one the company can ill afford at this time.
On the other hand, many of the prerequisites to leverage Western diversity are already in place.  Omantel has a strong and creative executive leader.  The CEO has taken great political risk bringing in Western advisors and contractors.  A true sense of urgency has been created within the organization.  A multicultural vision of Omantel has been developed and is being promoted within the company.  The human resources department has been given the mission to develop new policies and procedures for talent acquisition.  Research and measurement activities have been identified and an external consultancy has been selected to implement these changes.  Moreover, special attention has been placed upon the needs of the expatriate community, traditionally an underserved employee segment.  In short, Omantel has made significant strides within the scope of diversity; much energy has been generated and some early indicators of progress have been positive.
There remains a significant body of diversity work unaccomplished.  No educational programs have been initiated within the company to reinforce diversity transformation; many employees remain ambivalent to the changes in motion, perhaps sensing that the initiatives are yet another Western program with good intentions, but without any sustainable impact.  An educational initiative could help solidify gains.  

The diversity program also lacks a structured reporting system; an institutionalized feedback loop would bring discipline to the diversity program.
Future Business Environment

Although competition in the Oman telecommunications sector will be managed, in a few short years, the World Trade Organization will require increased deregulation efforts; and tough Western competitors will enter the marketplace.  To defend its position as the incumbent, Omantel will need to be an efficient, effective enterprise; one that provides marketable services that satisfies the needs of its customers.  A superior multinational, multicultural workforce is an important part of the success equation.  Fortunately, there are diversity models to help Omantel through the challenges of transformation.  Leadership must be sustained throughout the transition period; a diversity vision must be more than a clever phrase or statement.  Leadership is involvement.  Only continual executive support will create and sustain momentum.  Although clear goals and objectives have been identified for diversity within the workforce, appropriate metrics need to be identified and leveraged to determine progress.  Performance targets must be set, and accountability established.  Global and regional telecommunications benchmarks can act as an initial baseline.  
Omantel has excellent training facilities; these assets should be leveraged to promote diversity education.  Diversity programs should be multicultural, for both nationals and expatriates can share and learn from each other.  A multicultural enterprise will require continued nurturing, developing trainers and teachers experienced in diversity will be a necessary addition to the corporate knowledge base.  
As with all transformation efforts, business processes and management systems will need to be reengineered to support the diversity program.  Although Omantel has made some tactical progress in this area, the human resources specialists will need to expand their efforts to ensure merit-based promotions, color-blind and gender-blind recruitment, equality of compensation and fair performance evaluations.  All diversity objectives should measurable and integrated within a set of balanced enterprise metrics.  The management reporting system must be modified accordingly, thus creating a seamless system of diversity plans, actions, results and necessary corrections.
Diversity Change Process

Omantel plans to introduce structured strategic planning at the corporate, business unit and functional unit organizational levels.  As part of the planning process, balanced scorecard metrics are also scheduled to be introduced to provide linkage between organizational strategy and results.  A balanced scorecard system provides broad measures of corporate health that extend beyond traditional financial metrics.  The corporate commitment to diversity can be blended effortlessly into a balanced scorecard system, thus diversity strategy, objectives, targets, measurement and reporting can be systematical implemented within the corporate transformational program---and with high executive visibility.  
At the functional unit, human resources must bear the most responsibility for the development of measurable diversity objectives.  Diverse recruitment objectives must be set.  Compensation and benefits must be equalized.  Promotional opportunities must be open to all employees, not just nationals with the correct tribal and political connections.  Performance appraisals must be objective and based upon merit.  The training department must broaden its curriculum beyond technology; a multicultural curriculum would enhance the awareness of both nationals and expatriates.

Conclusion

A review of the diversity needs of Omantel supports the contention that Western diversity theories, models and tools can be exported to the Third World.  Effective diversity management can contribute significantly to corporate results regardless of location. Diversity management is not linked to any preset minority; for diversity management can be applied to any multicultural environment.  Cultural sensitivity and awareness is a global challenge.
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